Abstract: Despite a situation of an active violent conflict, the Yemen Emergency Crisis
4

Abbreviations and Acronyms
CBO
Executive Summary
During times of conflict, meeting humanitarian needs is crucial for saving lives; but the development community is increasingly realizing that protecting human and social capital is just as important, and is vital for post-conflict reconstruction and sustained recovery.
In Yemen, the ongoing conflict and political instability has made it nearly impossible for the World Bank to operate. And yet it is clear that despite the high risks associated with taking action, inaction-or a much-delayed response-by the World Bank would be far costlier from the strategic, institutional, and development points of view. After developing an exceptional approach to reengagement in Yemen while the country is still in conflict, the Emergency Crisis
Response Project (ECRP) was the first project to test the approach before developing a full emergency response package 1 . ECRP was approved by the World Bank Board in July 2016.
To date the ECRP, working successfully with multiple partners, including UN agencies, public service delivery institutions, local communities, and the private sector, has disbursed a total of US$436 million (87 percent of the total project funds). The project demonstrated rapid results and nationwide coverage within the first year of implementation and is providing a model of how to deliver services and operate effectively at the nexus of humanitarian aid and development.
This paper aims to capture the experiences and the emerging lessons learned from the ECRP to better understand the complexities of operating in such a context. These are some of the key lessons learned:
• Inclusive community-based approaches can support social cohesion even in settings of conflict.
1 Eventually the IDA-funded emergency response package was expanded to include: the original project ECRP project ($50m) and its two scale-up grants ($450m), Health and Nutrition Project, including cholera response additional financing (total $483 m $xx), Integrated Urban Service Emergency Project ($150 m), Emergency Electricity Access Project ($50 m) and the Smallholder Agricultural Production Restoration and Enhancement Project ($36 m Trust Fund).
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• Building and investing in national systems and institutions during peace enables rapid and scalable crisis response during conflict.
• The political neutrality of implementing agencies is of crucial importance, and development partners must ensure that it is not compromised in conflict situations.
• Institutional autonomy of public implementing agencies allows for the greater flexibility that is critical for delivering services during conflict.
• Transparent targeting strategies increase buy-in from diverse, and often opposing, political actors, and conflicting parties.
• Third-party monitoring and the use of technology and social media for remote monitoring allow for better oversight.
• Frequent and comprehensive review and assessment of implementation risks allow for timely identification of potential risks and real-time mitigation actions; and therefore, for continuation of the project despite the high risks involved.
• A robust Grievance Redress Mechanism (GRM) must be functional at every level of the program in order to be effective.
• The World Bank and the UN agencies needed to adapt to a different model of partnership and doing business to achieve an effective way of leveraging complementarities between humanitarian and development aid and serve populations affected by conflict.
• Flexibility in the interpretation and application of World Bank policies-especially OP7.30 (Dealing with De Facto Governments) and OP2.30 (Development Cooperation and Conflict)-has allowed the World Bank to deliver high-quality operations in a fragile setting.
• World Bank engagement in Yemen has created an effective and credible platform for donor coordination and resource mobilization in an otherwise fractured country.
• The intertwined goals of equity, resilience, and opportunity set forth in the World Bank Social Protection and Jobs (SPJ) sector strategy are relevant even in the direst of crises, and they provide a platform for cooperation across multiple sectors.
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• Maintaining a collaborative and ongoing dialogue with the legitimate government of Yemen, including during program suspension, allowed for rapid reengagement when the opportunity arose.
• Complementarity with other human development operations to maximize human capital impact is only effective when operationalized at the local and site level.
Peace is the most sustainable way to bring an end to the suffering of the population. The prolonged conflict is threatening the country's hard-won development gains of past decades. The purpose of this paper is to share the experience of ECRP and capture the lessons learned from the design, development, and implementation of the project. It will demonstrate that when it works effectively across the organization as well as with our development partners to achieve a common goal, the World Bank Group has the resources, the technical capacity, and the ability to come up with innovative solutions, and to deliver them even under the most challenging conditions.
The paper is divided into three main sections: 1) Country Context; 2) Project Description, In response to this crisis, which has been categorized by the UN as the worst humanitarian crisis in the world, the UN agencies have a large-scale presence in Yemen. In addition to the urgent need for humanitarian assistance, there is also a critical need to protect Yemen's past development gains, social cohesion, and institutions. The scale of these challenges calls for close coordination and complementarity between development and humanitarian actors and efforts.
At present in Yemen, the World Bank is operating under OP2.30 (Development Cooperation and Conflict), which sets out the framework and parameters for engagement in conflictaffected countries. This policy allows the World Bank to continue its work through international agencies such as the UN when its own staff are unable to travel to the country due to security concerns, but when there is an urgent need to respond to the devastating consequences of the conflict. In the current situation, most Yemenis are in dire need of basic services, safety nets, job opportunities, and livelihood support. The ECRP provides a model for how to operate and deliver services in this very important nexus of humanitarian and development needs.
Project Description: Concept, Key Design Principles, and Early Results
In July Yemen's most vulnerable households, primarily to address food purchasing power constraints.
Box 4.1: Remarkable Results Achieved in the First 18 Months
The ECRP employs an innovative and flexible approach that enables the World Bank, in partnership with UN agencies, to respond robustly to the dire and unprecedented needs of the population, especially the poor and most vulnerable. With a total IDA financing envelope of US$500 million, the project is providing much-needed support to Yemeni citizens across the country during an ongoing conflict.
The ECRP design adopts the following key principles: (i) Simple design and fast disbursement arrangements to facilitate rapid response to the crisis on the ground; (ii) Prioritizing and ➢ 1.45 million households (9 million individuals) supported by cash transfers, with women comprising 45 percent of direct recipients; ➢ 90 percent of beneficiaries reported that cash transfers are used to purchase food, medicine, and repay household debt; ➢ 217,000 people benefited from wage employment ( The project is expected to provide unconditional cash transfers to 1.5 million households (over 8 million individuals); wage labor and livelihood support to around 500,000 individuals; generate 7-8 million labor days; and provide access to services and community infrastructure (rural roads, water schemes, and agricultural terraces, among other community assets) to around 2.5 million individuals. Seven microfinance institutions (MFIs) and 4,000 distressed microenterprises are also targeted for assistance. The community-based approach and youth engagement aspects of the ECRP are seeking to help promote social cohesion and the hope for peace. The project has achieved remarkable results in its first year of implementation (see Box 4.1) and despite very challenging operating environment, it is progressing well towards achieving its end targets.
Social Protection and Jobs Dimensions
With more than 80 percent of the population classified as in need of urgent attention according to the UN, the focus of the international community's support to Yemen has been on ensuring basic survival and addressing short-term humanitarian needs. ECRP has presented a complementary instrument with a slightly longer-term perspective, designed to preserve human capital, maintain local institutional assets, and foster social cohesion and resilience. The complementary set of ECRP project components adheres to the goals of the World Bank's Social Protection strategic framework, and demonstrates that the intertwined goals of equity, resilience, and opportunity set forth in the strategy are relevant even in the direst of crises. 
Opportunity Goals
Vulnerable youth who participate in the Cash for Work program not only receive wages, but are also provided with skills training in delivering health, education, and nutrition services:
they also act as rural youth advocates for community development. These skills enhance their employability beyond the duration of the ECRP. resilience, all of which will be critical for
Yemen's recovery in the long term.
The Humanitarian-Development Nexus
The 2016 World Humanitarian Summit called for challenging the long-standing divide between humanitarian and development efforts, and for identifying the means to foster new partnerships, in order to achieve collective outcomes. Meeting humanitarian needs during conflict is critical for saving lives, but the development community is increasingly realizing that protecting community assets, especially human capital, and a country's institutions and social capital is just as critical for sustained recovery and reconstruction. Therefore, removing unnecessary barriers to collaboration between development and humanitarian actors is essential in order to achieve the immediate, as well as the longer-term, collective outcomes.
Box 4.2: The Demonstrative Effect of Relief Efforts: Highlights from Field Monitoring
Emergency support to farmers has shown a remarkable spillover effect in the wider farming community, as well as in building social cohesion. Farmers supported under ECRP were able to employ IDPs who were being hosted in their communities. Supported farmers also shared gained knowledge on modern and sustainable farming techniques with fellow farmers who had not received support. Productivity in these communities has increased by 167 percent, thus contributing significantly to food security. Project data shows a high level of replication (for example, a total of 262 replications occurred in the Hamdan district compared to the 72 farms supported by the project). The replication effect has increased job opportunities and food security in these communities. The humanitarian-development nexus is being further supported through data sharing, with ECRP leveraging the data generated by the humanitarian actors to develop more inclusive © UNICEF Yemen / GABREEZ Yemen 22 and conflict-sensitive targeting approaches (more details on targeting solutions will be provided in the section on "operational lessons"), better identification of needs/gaps (e.g. in nutrition, health, education and WASH) to complement the current humanitarian response where relevant and better understanding of the risks and vulnerabilities that inform development interventions for better results.
Lessons Learned
This section focuses on lessons learned during the design, development, and implementation of the ECRP. The lessons fall into four categories: 1) operational; 2) institutional; 3) sectoral;
and 4) corporate. We have attempted to highlight the key project elements that have led to ECRP's success in promoting resilience in the face of crisis and granting it legitimacy in the eyes of development partners, actors on the ground, and the majority of poor and vulnerable Yemenis.
Operational Lessons
Building and investing in local capacity and national systems during peacetime enables rapid and scalable crisis response during conflict. During crises development agencies strive to find effective mechanisms for service delivery. In the process, they often opt to create new emergency structures and/or to deliver humanitarian assistance through international NGOs Having clear, transparent, and objective targeting criteria has allowed ECRP to be seen by all parties as a politically neutral program. ECRP uses a multilayered approach for targeting project communities and beneficiaries. While the project is implemented in all governorates and districts, the level of funding is determined based on a "distress index" that is constructed by determining the spread and intensity of people with emergency needs and food insecurity, and the level and intensity of displacement (i.e., the number of IDPs in the governorate, and SFD grew from a USD 44 million program of its phase one program in 1997 to USD 912 million in phase IV program (2010) (2011) (2012) (2013) (2014) (2015) . Initially financed entirely by the World Bank, by 2010 the SFD attracted financing from a consortium of over 14 regional, bilateral and multilateral donor partners. Government funding (prior to the conflict) increased from zero in phase one to 20 percent in phase IV. All donors subscribe to and support the core objectives of the program through pulled funding arrangement, and implementation is guided by one operational manual updated by the SFD and endorsed periodically by the government and donors.
The institutional set up of the social fund constitutes of a HQ based in Sanaa and 9 branch offices covering all 22 governorates. The agency has expanded organically based on need as well as available financing. Beneficiary targeting under the cash transfer program are those already identified in the national database of the poor from pre-conflict and identified based on the proxy means test approach and meeting a categorical profile (e.g. disability, old age, orphans, female-headed hh, etc.).
Community targeting under the cash-for-works (SFD) and labor-intensive works (PWP) programs
is implemented by the branch/regional offices of SFD and PWP, based on available field data and information documented at the community level (e.g. numbers of IDPs/returnees, damaged infrastructure, loss of livelihood, scarcity of community assets and so on), as well as through consultations with local leaders, civil society organizations and international non-governmental organizations. SFD also applies participatory rapid appraisal methodologies (e.g. wealth ranking and village resource mapping), these are implemented by community workers and youth advocates trained and hired by SFD to help improve community prioritization and selection.
Beneficiary targeting for the cash-for works program. Once communities are selected, targeting at the beneficiary level follows the self-targeting approach. The program uses the household as the unit for targeting while prioritizing female-headed households. Each registered household is offered wage employment with a maximum number of work days equivalent to a max. US$500 in total (50-60 days). The size of funding for each community is determined by the total number of participating HHs multiplied by US$500/HH. Households have the choice to alternate work participation among adult members. Women are provided with flexible hours and type of works as well as on-site child care (if requested) to ensure their access and they are paid directly for the days they work.
hope. ECRP communities expressed that they believe the project is contributing to social cohesion and cited the following project features that contribute to social cohesion: i) participatory and community-led identification of subprojects leading to strong ownership within the wider community; inclusive participation whereby different community groups are given equal opportunity to engage at different stages of implementation, including resolving any dispute when and if arises; and the clarity and transparency of the beneficiaries' selection process which is found satisfactory and therefore supported by the wider community members. The TPM reports have also found that youth-led interventions and facilitation of community collaboration have created positive impact within the community because they were able to identify problems and facilitate solutions before escalation of potential tensions.
Third-party monitoring, as well as the use of technology and social media for remote monitoring allows for better oversight. ECRP employs multiple levels of monitoring, with an emphasis on the use of an independent Third-party monitoring (TPM) arrangement and the use of technology, to complement field monitoring efforts by the implementing agencies and compensate for security challenges to free movement in the field (see Figure 5 .2). Thirdparty monitoring systems have been put in place to provide implementation oversight. The
TPM agency complements its own direct monitoring through a Community Monitoring
Program, a cost-effective approach that uses trained community members to provide daily verbal and visual feedback using mobile and cloud-based applications. The use of mobile phone technology and GPS-enabled devices and geotagging of project sites also help provide timely and reliable information even from remote and difficult-to-access areas. and is piloting a rapid text message-based monitoring mechanism to collect immediate feedback from beneficiaries on their experience with cash transfer processes and use. The feedback provided through these monitoring approaches is also promoting learning from implementation and introducing adjustments as implementation experience evolves. These innovative approaches are supporting quality assurance, the credibility of the program, and the accountability of implementing agencies and service providers.
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Fully functioning Grievance Redress Mechanisms (GRM) enhance accountability and quality. The ECRP has a robust automated Grievance and Complaint Handling Mechanism (GRM) connected to focal points throughout the country. When a complaint is received, an automatic response is sent to the complainant. The complaints are coded, and a complaint ID is generated. The complaint is then assigned to the relevant project staff by the GRM administrator. The assigned staff follows up until the issue is resolved, and prepares a report that is cleared by management. Finally, a response is sent to the complainant.
Lessons learned from the analysis and actions of received grievances are captured by the GRM teams and are fed back into program enhancement. The GRM system is fully automated and is therefore a repository for experiences/lessons learned, and a reference point for quality assurance. It also allows management to capture and more quickly resolve recurring issues. In a conflict situation, the presence of a responsive and robust GRM system reduces the potential of grievances over project interventions to escalate and turn into more general resentment of the project. Political neutrality of the implementing agencies is of crucial importance, and development partners must ensure that it is not compromised during conflict. Despite being a government institution, the SFD has been able to operate in a crisis environment because its key stakeholders-beneficiaries, local councils, and donors-have perceived it as neutral and impartial. From its inception, the SFD has strived to deliver services throughout the country, with every district in Yemen receiving an allocation based on poverty, population size, and emerging needs and vulnerabilities resulting from the conflict; and regardless of political affiliation. While prior to the conflict the authorizing environment supporting political neutrality was derived both from the government of Yemen and from SFD donors, during the conflict donors have a key role to play in supporting SFD's neutrality by clearly communicating to the political factions that donors are not willing to compromise the political neutrality of local institutions, and are committed to serving all people in need.
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Lean and flexible staffing and management structure of social protection programs support adequate and timely response. SFD and PWP staff remain outside the civil service and are hired on performance-based contracts with clear terms of reference. This has allowed them to expand or downsize as necessary, depending on their workload. During the current crisis, when operational funding was reduced dramatically, these programs operated with a lean team of first-tier (management and core) staff, and significantly reduced the size of the second-tier staff (extended-term consultants and field workers). As the program expanded its mandate in response to the crisis, the programs were able to gradually increase their staff through competitive recruitment processes based on the new operating environment, and the skill set required for the ECRP interventions. 
Social Protection and Jobs Sector Lessons
While many of the lessons outlined in previous sections are relevant for the Social Protection and Jobs (SPJ) sector as well as other sectors, the following suggestions are particular to the sector.
ECRP has required considerable technical support and quality assurance from the Social
Protection and Jobs Global Practice (SPJ GP) and cross-sectoral collaboration. Significant effort was needed from the SPJ GP to deliver a high-quality operation in a complex environment, in a timely manner. The task team's inability to travel to Yemen, and the lack of an operational local in-country office were considerable hurdles to overcome. Assigning task teams and a task team leader (TTL) who were not only technically competent but also familiar with the country, and with the conflict, ensured that the project design was appropriate. Low turnover of the TTL and core team members allowed for quality assurance from the preparation stage into implementation support, and therefore adaptive and high-34 quality support for the client. Flexibility of the budget helped to mobilize a strong, multi-GP team, and enabled adequate frequency and team composition of implementation support missions.
ECRP has benefited from adaptive and conflict-sensitive design and implementation. The ECRP design benefits from the existing capacity and experience of Yemen's social protection institutions. However, it was important to incorporate an adaptive design in order to respond to the realities of the conflict, such as a significant increase in poverty; emerging new vulnerabilities; and the challenging political and security environment. Maintaining a balance between the need to provide a rapid relief response while still focusing on system strengthening and building the resilience of households, communities, and institutions for the short and medium term developmental response, was critical in this context. As illustrated in Figure 5 .3, the targeting mechanism, implementation arrangements, delivery, and monitoring systems all needed to be adapted to the conflict situation. 
Corporate Lessons
The underlying enabling factor for reengagement in Yemen, and the development and implementation of ECRP and a few other follow-up projects, is the authorizing environment In May 2016, the World Bank and IMF determined that Yemen was in high debt distress ("red" light country) and that therefore all remaining resources would be transformed into full grant terms. Recognizing that the process of unlocking the suspended IDA resources would take a few months, the CMU decided to start developing and testing an approach for reengagement with the readily available US$50 million grant, and to draw on the emerging lessons learned to inform the development of a full-fledged country program: this in turn led to the development of the ECRP. The project was presented to the World Bank Board for approval in July 2016, together with the Yemen Country Engagement Note (CEN) for FY2017/18).
Once ECRP had provided confidence in this approach, scalability became the next step to explore. The CMU led a bold and inclusive process for portfolio review consisting of 20 projects-16 IDA projects and 4 trust funds-and the cancellation and restructuring of 13 World Bank debt distress risk ratings framework (translated in "traffic lights") which determines the share of IDA grants and highly concessional IDA credits for each country: high risk or in debt distress ("red" light) is associated with 100% grants, medium risk ("yellow" light) with 50% grants and 50% credits, while low risk ("green" light) is associated with 100% credits and zero grants.
Yemen's pre-conflict portfolio, while ensuring that funds related to canceled projects would remain available for recommitment to Yemen. This resulted in freeing up the IDA resources that had been locked earlier, under the suspension. 
Testing
Continued involvement in dialogue with national stakeholders and development partners.
The World Bank has continued the dialogue between its teams and their national counterparts and institutions during portfolio suspension. This was critical in order to maintain relationships, remain updated on in-country developments, and help with readiness for rapid support when the opportunity arises. The CMU has also continued to provide funds for the teams and has encouraged them to continue to engage remotely with local 38 counterparts, and to jointly develop scenarios and plans for interventions even before additional funding becomes available.
The allocation of available resources to the project that best suited Yemen's situation was identified through competitive internal selection. With a limited remaining country allocation of IDA resources, there were only enough resources for one project. In early 2016, the CMU launched a call for proposals from all GPs with a specific set of selection criteria, such as crisis relevance; rapid results; support for local service delivery institutions; and innovative partnership and implementation arrangements. It is through this process that ECRP was eventually selected. to entities other than the sovereign entity are offered only outside of the regional window.
In this case, for the first time in the World Bank's history, the proposed grants were to be made out of the country's IDA resources. Keeping in mind the political reality of Yemen, and despite the many risks identified in the CEN and project appraisal documents, the World Bank decided to move ahead, because it was clear that the risk of doing nothing in this crisis far outweighed the risks of using the country's IDA allocation without government acquiescence.
These issues were discussed in detail by the MENA regional vice president and with the Yemeni delegation to the World Bank Group Annual Meetings.
Increased implementation risks call for a robust risk mitigation and monitoring
arrangement. The identification of potential political, security, operational, fiduciary, and capacity risks-and the development of a risk mitigation framework-were imbedded in the design of this project, as in all World Bank projects. These have been monitored closely by the task teams as well as by our UN partners during the implementation support missions;
are discussed in the mission aide memoires; and are being to the attention of World Bank management as appropriate. However, shortly after implementation began, as the political and security situation continued to deteriorate, and the risks escalated in both nature and scope, the CMU proactively established and began to lead a higher-level weekly (or biweekly, depending on the situation) country portfolio-wide risk-monitoring mechanism, to ensure timely identification of risks, and real-time mitigation actions.
Our UN partner organizations review the risk framework regularly with their implementing partners and discuss them with the World Bank task teams. In addition, updates are prepared on real-time and are fed into the weekly/biweekly emergency portfolio risk-review meetings for discussion. Management guidance is sought as needed, and when determined by the country director, some of the critical risks and proposed mitigation measures are presented to senior management. The portfolio risk-review meetings are chaired by the country director 40 and include the participation of the country manager, task team leaders, fiduciary, governance and legal teams, country economist, country operations officer, practice managers, and a representative of the front office of the regional vice president.
Conclusion
Peace is the most sustainable way to bring an end to the suffering of Yemen's population, especially the poor and vulnerable. The ongoing protracted conflict is threatening the loss of the country's hard-earned gains of recent decades in terms of human capital and infrastructure, as well as Yemen's social fabric. While the humanitarian response aims to provide lifesaving and short-term relief, development interventions can complement these efforts by investing in the resilience of both the people and the country's institutions, as well as their readiness for recovery and reconstruction once peace is established.
The international community is committed to supporting the humanitarian-development nexus, but operationalizing this concept is yet to be tested and further developed. The World
Bank's engagement in Yemen during this time of conflict, and the work of the ECRP, are contributing valuable lessons for the advancement of this critical agenda.
